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A SHIFT IN FOCUS FROM 
PROCESS-DRIVEN TO 
KNOWLEDGE WORKER 

It is not the structured 
processes that add the most 
value to your organization. 

The ability to manage 
structured processes (or 
workflow) can be achieved 

with Business Process 
Management tools, but these 
processes require very little 

in terms of input from people, 
their knowledge and 
experience. 

 
The business activities in 
your business which bring the 

most value and which 
differentiate your products or 
services the most from your 

competition are the 
processes which are 
delivered by knowledge 

workers.  These knowledge 
workers work in an 
unstructured way and bring 

to the table their knowledge, 
experience and intuition. 
 

 

THE FIRST QUESTIONS People ask about xmpro 
“What is so special about XMPro and how is it different from other business 

software?”  These are two very important questions someone new to XMPro 

will ask.  Some people have experience with BPMS (Business Process 

Management Suites) so they want to understand XMPro in that context. Other 

people are simply curious about how to deliver an increased level of 

competitive advantage within their organizations and are in search for a 

combination of the right technologies to achieve a pre-determined ‘efficiency 

improvement’ goal.   

 

The purpose of this XMPro White Paper is to provide you, the reader, with a 

basic understanding of the XMPro technology.  It will explain why Gartner 

considers XMPro a ‘Cool Vendor’ as well as talk not only about the core XMPro 

technology, but more importantly, its ability to significantly increase both 

operational efficiency and effectiveness within large organizations. 

The bpms market:  what is bpms after all? 
A process is how we get things done. It is a set of tasks we perform to achieve 

a goal. But there are different kinds of processes.  Some processes we do over 

and over again. There is little or no variation in what we need to do. The flow 

of the work follows a set pattern. We call these ‘structured’ processes.  

 

Opening a new bank account, for example, is a structured process. So is 

issuing a replacement credit card. Business Process Management Suites 

(BPMs) are the right tool to design and manage processes like these.  But not 

all processes are predictable like the ones described above.  Actually, research 

tells us that most of the processes which make up the services of a company 

are unpredictable. These are called ‘unstructured’ processes. 

 

Not all processes are predictable: 

So, sometimes there is no pattern.  These kinds of processes are easy to spot 

because either the path depends on outcomes along the way or the activities 

needed to be completed cannot be predicted.  Deciding if you should enter a 

new market is an unstructured process.  So was creating this whitepaper. 

 

Why workflow-based BPM does not help with unstructured processes:  

BPM needs a pattern to work with.  The whole idea behind BPM is to plan what 

happens.  But you can’t plan something that you can’t anticipate.  You can’t 

design a workflow for a process that will follow an unknown path.  BPM is no 

help with these unpredictable and unstructured processes.  A different 

approach is needed.  

 

Unstructured processes create the most value: 

Unstructured processes are too important to ignore.   We use them to innovate 

and manage things. They solve problems.  They take the form of 

conversations that inspire and change decisions in a business. It is through 

unstructured processes that we create the most value and make most of the 

important decisions which define the success of a business.  

 

More work is unstructured than we realize 

We employ people to use their intellect rather than their hands.  We want 

them to use their skills and experience to create value.   Creative work like 

this is mostly unstructured.  More time that we realize is spent this way.  

People can spend more than 80% of their time working on unstructured 

processes. 
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Dynamic, unstructured 
and unpredictable 
processes 

You can try to use BPM on 

unstructured processes, but 
the results will be 
disappointing.  BPM is too 

rigid and too cumbersome 
and does not offer the tools 
to allow for adaptive, 

unstructured, unpredictable 
process management. 
 

Many managers therefore 
stop there.   They try and 
manage with email, phone, 

meetings, or informal water-
cooler or coffee-machine 
discussions.  

 
However, you can do better 
than that.  If you want to 

truly engage in a model 
where you can manage and 
take advantage of your 

unstructured processes, and 
gain a competitive 
advantage, you need to find 

a better way to manage 
these unpredictable 
processes.  

 
XMPro excels at handling 
complex unpredictable and 

unstructured processes which 
carry multiple routing options 
that cannot all be identified 

beforehand.  
 
Its built-in decision support 

tools and social collaboration 
provides users a platform to 
make informed decisions 

based on their own 
knowledge and experience 
combined with predictive 

analytics and process 
heuristics. 
 

The realities of day to day business 
Unstructured processes are everywhere in business. They are the ad-hoc, 

human processes that make the business run that consist of gathering 

information, collaborating and negotiating with others, and making decisions-

fundamentally human activities. Why are unstructured processes important?  

They are important because they deal with all sorts of realities which cannot 

be pre-defined effectively due to infrequent occurrences for example, or 

because they depend on the people who execute them, their expert 

knowledge, experience and intuition.  There are some areas where 

unstructured processes become extremely visible.  At customer interface 

points, for example, or at service points which deals with knowledge, emotions 

and capacity.   Where there is a need for individual interpretation of a situation 

in a real-time way.  So how do you identify the unstructured processes in your 

organization?  Identify those processes where human intervention plays a 

bigger role than what the defined process and IT direct, for example those 

processes where the people element determine the outcome.  

 

So what is the potential role of unstructured processes?  Unstructured 

processes are increasingly important due to the greater human interface 

(customer care/satisfaction/ outside-in processes) in how business is 

conducted.  Enterprising as a business approach needs unstructured 

processes to succeed.   The current and future economic environment: unique 

challenged causes employees to have to think entrepreneurial which needs 

unstructured processes within a compliance framework. 

Unstructured: generating the competitive edge 
It’s important to understand how critical unstructured business processes have 

become. Most organizations have spent years automating their structured 

business processes, which means they’ve already gotten most of the benefits 

available in this area. Providing better support for unstructured business 

processes is much less mature in most firms, which implies that plenty of 

value remains. Just as important, the people involved in unstructured 

processes are likely to be the ones who create the most value for the 

organization. Because so many structured processes have been automated, 

there’s much less rote work for a firm’s employees to perform. Unstructured 

processes can’t be entirely automated, however—they depend on the 

expertise of the people who carry them out along with the interactions among 

these people. Unlike structured processes, where applications can replace 

people, software can only enhance the capabilities of the people doing 

unstructured work. And because this work commonly provides the most value 

in modern organizations, improving unstructured business processes can 

generate the most competitive advantage today. 
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What are unstructured 
processes? 

Gartner defines unstructured 

processes as “work activities 
that are complex, non-routine 
processes, predominantly 

executed by an individual or 
group highly dependent on 
the interpretation and 

judgment of the humans 
doing the work for their 
successful completion”, 

Managing high-risk, low volume unstructured processes 
Let’s look at the relationship between processes, transactions and risk.  In 

most organizations there are a number of transactions that take place as part 

of the day to day business (these transactions or ‘processes’ are represented 

by the ‘transaction volume’ line in the below chart.  The transaction volume 

varies across all the processes which form part of the day to day operations of 

the company.  

 

As you examine the top left corner of the ‘transaction volume’ line you will find 

that a small number of processes account for most of the transactions that 

actually happen in a business.   An example of this would be the act of 

drawing money from an ATM machine at a bank; the ATM machine is able to 

handle a very large number of transactions per day.  The other end of the 

scale (bottom right corner of the ‘transaction volume’ line) represents 

transactions that have very low volume across the entire spread of processes.  

An example of such transactions would be things like the onboarding of 

private wealth customers for a bank.  These onboarding events are extremely 

important but they are events which are less common or in other words, these 

are events which happen with less frequency. 

 

Now if we superimpose a new line which describes risk, or ‘transactional risk’, 

and start looking at the bottom left of that curve, we can now understand the 

relationship between transaction volume and transaction risk.  Following our 

example of an ATM machine, if the ATM machine malfunctions and there is a 

one hundred thousand dollars loss across one hundred thousand transactions, 

the actual risk per transaction is equivalent to one dollar. If we now, as a point 

of comparison, look at the top right corner of the ‘transaction risk’ line, we also 

come to understand that there are a number of transactions that carry much 

higher risk.  Continuing with the private wealth customer example, if 

something goes wrong with the onboarding of a high net-worth individual, say 

a customer who is worth one million dollars, the bank stands to lose one 

million dollars as the outcome of  the failure of one transaction.  Therefore at 

this end of the ‘transaction risk’ line, the risk per transaction is high. 
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THE CHALLENGE: PROCESSES 
THAT ARE A MOVING TARGET 

Business Process 
Management (BPM) solutions 

have helped organizations 
manage structured business 
processes that are clearly 

documented and well 
understood. But 
organizations now face the 

challenge of managing 
unstructured or semi-
structured processes that are 

collaborative, content-
intensive, and subject to 
constant change.  

These loosely structured 
processes can vary according 
to individual circumstances 

but according to a number of 
research findings, they 
represent about 80% of the 

overall processes within an 
organization. 

The significance of process type 
Research by Gartner has identified that twenty per cent of the processes that 

exist in an organization are defined as ‘structured processes’.    These are 

processes that we can pre-define as well as they follow a rigid flow.  There are 

a number of Line of Business (LOB) applications that manage these 

‘structured’ processes such as ERP, CRM, HRM, etc.  These are highly 

transactional systems which are able to handle all structured processes.  

There is, however, an area where there is a need to handle exceptions which 

cannot be managed by the LOB applications.  And here is where we have seen 

the emergence of workflow tools to manage exceptions. But still, most of 

these exceptions can be managed through workflow tools.  So examples of 

typical applications which manage structured processes are: SharePoint, 

Workflow tools and Business Process Management suites and tools. 

 

Going back to Gartner’s research, it was also recognized that the bulk of the 

processes within an organization, or in other words, the remaining 80% of the 

processes are different.  These are processes where it is not possible to build a 

pre-defined workflow.  Since these processes lack workflow structure they are 

called ‘unstructured processes’.   

 

It is within these unstructured processes where the opportunity to create deep 

efficiencies exist. Since these processes are unstructured and do not follow a 

predictable path, conventional tools are not able to capture or manage these 

processes. 

 

This is what we at XMPro call the Intelligent Business Operations opportunity.   

It is the opportunity to find a way for companies to manage these unstructured 

processes and achieve Intelligent Business Operations. 
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EVENT BASED BUSINESS 
PROCESSES 

One of the most challenging 
business process categories 
in terms of agility are those 

which exhibit dynamic 
behavior and involving 
intense human decision. Any 

effort to automate such 
processes may constrain 
their agility, which 

constitutes an intrinsic 
requirement for this process 
category. Therefore, these 

two factors, i.e. intense 
human involvement and 
dynamic behavior, pose a 

challenge regarding the role 
of a classical BPMS for such 
processes.  

Achieving Intelligent business operations 
XMPro’s IBOS (Intelligent Operations Server) is a tool that allows customers to 

manage the full spectrum of business processes.  It manages exceptions from 

structured processes often in collaboration with other workflow or BPM tools all 

the way to handling unstructured and unpredictable processes, those 

processes where it is not possible to define the flow upfront. For this reason, 

XMPro IBOS uses an ‘event based’ process engine.  The fact that these 

processes are unstructured and their flows cannot be pre-determined does not 

mean that these ‘event based’ processes cannot be identified.  On the 

contrary, we identify all the events that can occur and allow knowledge-

workers to dynamically choose events based on their experience, knowledge 

and intuition. The system also provides dynamic on-the-fly decision support 

through ‘best next action’. 

The orange circle in the above graph defines XMPro IBOS technology fit. To 

recap, XMPro IBOS is the single most effective tool to manage processes which 

carry lower transactional volume but higher transactional risk. 
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SO Why is the market choosing xmpro? 
Well, it’s not only the market that is choosing XMPro.  Gartner has also chosen 

XMPro as a “Cool Vendor” for 2012.  Why?  XMPro is focused on knowledge-

intensive processes that require case management, advanced decisioning and 

intelligent business operations.  Organizations who use the XMPro technology 

don’t just view business processes as static, repeatable sets of flow but 

instead they are seeking dynamic BPM – rules-driven processes that change on 

the fly.  Gartner also says that XMPro focuses on providing mobile access to 

business processes from a variety of devices, consumption of BPM technology 

in the Cloud, and support for social BPM. 

 

From a direct customer value-chain, business and technology decision makers 

are choosing XMPro as their key iBPMS platform as well.  They choose XMPro 

for four primary reasons and it is a combination of these factors and 

technologies which make XMPro stand out in the market. 

DECISION SUPPORT Event based Unstructured dynamic 

As business operations become increasingly complex, enterprises require 

enhanced business process intelligence at the deepest levels.  By combining 

Business Intelligence with business process design tools & technologies, 

organizations are now able to create and deploy smarter ‘event-based’ 

dynamic business processes that not only monitor and display information but 

anticipate the need for decision making and decision-support, and thus supply 

just the right information to support these decisions during real-time 

operations.  This is known as Intelligent Business Operations.  As such, 

decision-making capabilities and analytics are embedded into the design of a 

process and not simply added afterwards as a reaction to processes that do 

not work efficiently.  XMPro’s Intelligent Process Technology manages both 

structured and unstructured processes (hybrid processes) where the need for 

decision-support is an integral part of the business, resulting in processes that 

work smarter and not harder in improving business efficiency and 

performance.   

By incorporating more analytics and other technologies — such as 
complex-event processing, social media and mobile devices — into process 
orchestration, iBPMSs give process participants better real-time situational 
awareness and the ability to tailor their responses more appropriately to 
emerging business threats and opportunities. Gartner 2012 
 

In short, XMPro is an Award Winning BPMS, a leader in the new iBPMS category 

of solutions and the only BPMS delivering strong real-life intelligent business 

process performance measurement and improvement.  The XMPro suite 

enables value to customers beyond what is commonly defined as workflow.  

Our technology provides true business performance improvement via its 

intelligent business decision support technologies. XMPro’s intelligent Case 

Management, Intelligent ‘next best action’ BI solutions allow for extensive 

improvement within case handling processes and offers ‘design-by-doing’ 

through its ‘social interaction’ capabilities across a number of platforms, 

including mobile.     

What is Intelligent 
Business Operations? 

As business operations 

become increasingly complex 

organizations have come to 

realize that they require 

enhanced business process 

intelligence to assist in 

enabling a clear ‘competitive 

advantage’.  Intelligent 

Business Operations is the 

outcome of this need, and it 

is derived from the merging 

of Business Intelligence & 

Business Process 

Management technologies in 

such a way as to deliver 

powerful decision-support to 

effect significant 

improvements not only in 

efficiency, but in business 

effectiveness.  In simpler 

terms, Intelligent Business 

Operations expands the 

traditional BPMS by adding 

new functionality needed to 

support Intelligent Business 

Operations such as real-time 

BI, complex event processing 

(CEP), enhanced human 

collaboration and mobility. 
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THE XMPRO EXPERIENCE 
XMPro is an event-based process management solution rather than a 

workflow-based solution. A workflow-based approach require that all the 

possible process paths are known upfront and each path with its 

corresponding routing rules is known and fully modeled. This approach applies 

to simple processes that handle very rigid automation flows. The benefits are 

limited to rigid process control and efficiency gains (automation makes you 

run faster). It is the automation of defined, repeatable tasks where the process 

routes are known and the outcome highly predictable.  

But only 20% of business processes behave like this according to leading 

analyst firm, Gartner. The remaining 80% are “unstructured” according to 

Gartner and the potential paths and outcomes “emerge” as the process 

evolves. These are also often referred to as “emergent” processes. These 

processes are common in service based industries or areas where there is high 

customer interaction that requires a more flexible approach to processes. 

These processes have multiple process routes that are only determined “in-

flight”. These routes are often the result of a human decision based on 

contextual information or guidance from the system. The workflow rules do not 

dictate the routing and it is often left to a “knowledge worker” to determine 

the next step. Routing is done on a “case-by-case” basis as there are generally 

more exceptions than rules. 

Take enterprise customer on-boarding in a large telecommunications company 

for example. The on-boarding process consists of multiple process “events” 

that can occur during the course of the on-boarding process. These events are 

all determined by the various products and services supplied to the new 

enterprise customer, SLA’s that are agreed to, budget and profitability goals 

and customer satisfaction. Events are spread amongst a large number of 

process participants and it requires a lot of “knowledge work” that is based on 

the experience of team members. 
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THE CORE XMPRO COMPONENTS 

 

Case Management: 

Processes are based on business events and relates to how we respond to 

those events.  Business events are not workflows. In fact, most work 

efficiencies are delivered through the mapping and management of what is 

defined as ‘unstructured’ processes.   It is a fact that close to 80% of all 

business processes are ‘unstructured’.  This being the case, how can an 

organization ‘manage’ these ‘unstructured’ processes?  XMPro’s Case 

Management supports processes that are case-based, flow-based or even 

hybrids of the two therefore is the only BPM platform currently able to deliver 

efficiencies across complex, knowledge worker based environments.  

 

Workflow: 

Unstructured processes do not mean uncontrolled processes. Governance 

requirements may impose a structured workflow as a process of as a part 

thereof.  XMPro can simultaneously handle case and workflow processes 

through its unique Business Rules Engine. 

 

Document Management: 

Documents are an intrinsic part of operational processes and should be part of 

the ‘case file’, irrespective of your document management approach.  XMPro 

maintains a case file for each transaction and supports a number of DMS 

solutions. 

 

BI and Predictive Analytics: 

Improve end-user decision-making by embedding Business Intelligence and 

Predictive Analytics data within each process step.  XMPro further enhances 

this with Predictive Analytics to support ‘Next Best Action’ decisions and 

routing options.  

 

Application Integration: 

A range of transactional business systems such as ERP, CRM, LIMS, HCM and 

bespoke solutions typically support operational processes.   XMPro provides a 

built-in integration platform that features integration connectors to many 

popular transactional systems.  

 

Social Collaboration: 

Social collaboration is a key requirement for knowledge style processes.  

Decisions are often made based on discussions and the insights that come 

from these discussions. XMPro captures social discussions as part of the 

process audit trail and provides valuable insight into the social dynamics of 

business operations.  

 

THE XMPRO CORE TECHNOLOGY 

XMpro’s core technology is called iBOS.  It stands for Intelligent Business 

Operations Server.  It is a next-generation operations management platform 

which brings together all the critical components for effective business 

management in today’s technology enabled business operations. Within the 

current challenging competitive environment, defining and managing the right 

business processes remains critical for success as information is no longer 

confined to organizational silos (business units, departments, geographies 

etc.). Processes are becoming increasingly unstructured, dynamic and social.  

Business performance is increasingly reliant on correct decision-making and 

real-time decision support.  XMPro’s iBOS delivers an enterprise business 

operations platform that integrates people and systems across all business 

areas through its unique dynamic and integrated ‘event-based’ process 

management approach.  

iBOS 
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XMPRO CUSTOMERS ACHIEVE RAPID TIME TO VALUE 
XMPro customers’ adoption path contrasts sharply with that of traditional 

BPMS solutions.  Traditional workflow and case management tools that are 

based on pre-defined workflow tasks, fail to address the complexity of these 

“emergent” processes.  Most of XMPro’s competitors support either workflow 

or pure case management but fail to address these complex, hybrid processes. 

The disadvantage of many of the existing tools is that it doesn’t provide a 

single user interface, work management list and single audit trail of all these 

process transactions. Competitor products more than often have different 

“modules” to address the various styles of work. XMPro’ iBOS provides a single 

integrated platform that not only manage both styles of processes, but it also 

provides the decision support for those knowledge intensive processes that 

requires business intelligence built in to the process to guide and advise on 

routing decisions. XMPro’ iBOS can use predictive analytics, data mining (from 

the organizational “Big Data”), contextual and process data to provide users 

with “in-process” dashboards, Process Goals, and advise “Next-Best-Actions”. 

These actions can be the result of heuristics or predictive models that are all 

designed to support business users to make better process decisions as these 

decisions determine the outcome and performance of these processes in most 

cases.   

Xmpro deployments are short and sweet 

XMPro IBOS introduced the concept of “In-Process Collaboration” that allows 

users to ask questions, contribute information and interact around process 

issues all from within each process activity. These social conversations are 

stored in the process audit trail and become part of the decision trail that 

explains the routing choices for these emergent processes. This combines 

collaboration information with both structured and unstructured in a single 

user interface.  Unstructured does not imply uncontrolled and all of this can be 

done within XMPro’s iBOS governance framework. It allows you to define the 

“rules of the game” while allowing the players to get on with “playing the 

game”. 

Xmpro Ibos Other bpms 

Time to deployment 

Effort to adoption 

Cost of deployment 

Primary buyer 

Primary user 

Speed to best practices 

XMPro customers 
measure time to value in 
weeks or days. 

Massive effort is involved 
in building and managing 
business processes and 
implementation typically 
fails as it does not take 
into account unstructured 
processes and other BPMS 
offerings do not have the 
capability of managing 
unstructured processes.  

Adoption is immediate as 
it is driven by ‘best 
practices’.  In other 
words, adoption is driven 
by business value offered 
through XMPro’s iBOS 
technologies. 

Months or years go by 
without ‘true’ adoption.  
High cost and low to zero 
return on investment. IT 
based value rather than 
business based value. 

Lowest in the industry.    High with no visible ROI 

Business function IT 

Business User and 
Knowledge worker, 
Analyst 

IT professional/Analyst 

Immediate No Best Practices based 
support 
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ABOUT XMPRO 
XMPro is an Award Winning BPM on the Microsoft Platform, the leader in the 

new iBPMS category of solutions and the only BPM delivering strong real-life 

intelligent business process performance measurement and improvement. The 

XMPro Suite enables value to customers beyond what is commonly defined as 

workflow. Our technology provides true business performance improvement 

via its Intelligent business decision making (decision support) technologies. 

XMPro’s Intelligent Case Management, Intelligent ‘next best step’ BI solutions 

allow for extensive improvement within case handling processes and offers 

‘design by doing’ through its ‘social interactions’ capabilities across a number 

of platforms, including Mobile. Our tools allow for the development and 

intelligent management of flexible, process-centric applications that produce a 

wealth of intelligence across both structured and unstructured processes. 

 XMPRO AWARDED 
‘Gartner cool vendor 2012’ 
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